Introduction
Comparative management and social science research, particularly since the 1970s, has emphasised that there is a clear distinctiveness in the way similar societies solve similar problems and challenges. The basic argument is that social institutions influence company strategy and organizational practices in a systematic way, with the result that companies' structures and processes have a tendency towards institutional isomorphism (DiMaggio and Powell 1983) with capitalist economies and state administrations favouring a certain kind of behaviour based upon hierarchical control and instrumental rationalisation. Typical national patterns (Mueller 1994) can be observed which have been variously referred to as 'National Business Systems' (Whitley 1990 (Whitley , 1991 the 'societal effect' (Maurice et al. 1981) or the 'neo-contingency' (Donaldson 2001; Sorge 1983 Sorge , 1991 approach, which is the focus of this paper.
In the neo-contingency model, individual organizations adapt to various factors with which they are faced (i.e. 'contingencies') and being in a state of adaptation means -at least in theory -that the organization's structure 'fits' the contingency or contingencies that the organization is confronted with at a given point in time (McKinley and Mone 2005) . The neo-contingency approach has been used, for example, to explain how large organizations, particularly trans-national corporations, have been able to diffuse best practice in work organization, leadership and training arrangements across national cultures (Mueller 1994) , thus countering or mitigating against cultural or societal specificities. However, much less concern has been given to applying the approach to those organizations that -by necessity -have to be much more rooted to their local communities, such as community-led social ventures, "non-profit social ventures [that] pursue economic, social or environmental aims, generating at least part of their income from trading" (Haugh, 2007, p. 161 ). Peredo and Chrisman (2004) explain that these are typically 'embedded' (Granovetter, 1985) in geographical communities or communities of interest: economic transactions are strongly affected by the location of individuals and organizations in networks of personal relationships, and so are integral and inseparable from economic considerations. Neo-institutional theory would suggest that it would be reasonable to expect that non-profits will become more homogenous or more similar in their "structure, culture and output" (DiMaggio and Powell, 1991, p. 64) but this, we argue, is problematic since the employment of business development as a means to overcome poverty or social exclusion requires an understanding of the specific socio-economic environment in which that development is to take place (Peterson, 1988) . Indeed, the 'success' of such an organization will largely depend, one could argue, upon the ability of the organization to adapt to the contingencies being faced (Sorge, 1991) which requires a thorough appreciation and understanding of local context: in other words, to be 'effective' means engaging in an ongoing process of evaluating the impact of the organization upon the community through questioning, verifying, and redefining the manner of interaction with the environment (Miles, et al. 1978) . Nonprofit isomorphism, it is argued, can limit the capacity of the non-profit sector to respond to diverse needs and preferences, undermining one of the sector's primary rationales (Leiter, 2008; Weisbrod, 1986) . However, it is recognised that certain factors, such as path dependency and variability in resource environments can constrain pervasive isomorphism, particularly in a non-profit context (Ramanath 2007 ) and the limitations of using a purely institutionalist lens to study phenomena such as isomorphism in non-profit ventures have previously been identified (Claeyé and Jackson 2012) . Thus, through analysing three case studies from research undertaken in rural areas of Japan, we attempt to explain each organization's 'pattern of adaptation' (Miles et al. 1978 ) to their particular local context, focusing specifically on a micro perspective of organisational studies rather than a macro one. We focus upon two specific contingencies familiar to research on community development: 'social capital' and 'leadership'. Moreover a specific focus will be given to the external environment (the local community), through analysing the relations among the different contingencies.
Then, by drawing upon recent conceptual and theoretical advances, we attempt to establish a link between the 'pattern of adaptation' and the type of community development observed.
Social capital and leadership: the internal contingencies
The strength and scope of networks that leaders and other actors are able to draw upon in order to access and mobilise valuable resources has been of particular academic interest over the last couple of decades (Fiedler 1967; Kerr and Jermier 1978; Yukl 1989) . Network Theory has traditionally been employed to understand the somewhat feudal (Sakai 1990 ) Japanese model of inter-organizational linkage, with a largely hierarchical structure of subordinate tiers of sub-contractors, dominated by large companies at the apex of a pyramid (Aoki 1990; Sako 1989; Van Kooij 1990 .
However, such a theoretical framework is insufficient, we argue, to understand community settings in which we see organizations that are not necessarily part of for-profit supply chains, but which are nevertheless critical to local social and economic development activity. Such organizations could include voluntary groups, non-profit organizations (NPOs), and so-called 'hybrid' forms that attempt to balance social and economic sustainability (Billis 2010; Doherty et al. 2014; Evers 2005 ) such as social enterprises.
We consider that the neo-contingency approach allows for a more nuanced appreciation of the importance of context, of economic, environmental, cultural and institutional factors, than has -arguably -been appreciated in the literature to this point (Eversole et al. 2014 ).
This approach also extends the concept of networks beyond inter-organizational relations to take better account of strong and weak ties (Granovetter 1973) . Indeed, in recent years the theory of social capital (Bourdieu 1986; Coleman 1988; Putnam 2000) has been increasingly used in the field of community development and social economy (Kay 2006; Warner 1999 ) and provides a useful theoretical lens through which it is possible to consider the trust, norms and connections between people in the community, grounded by the insight that "social contexts matter: that ultimately, there is no disembodied process of 'development', but only social change processes involving real people and institutions in and across real places who work (or do not work) together and who seek or resist particular kinds of change" (Eversole et al. 2014, p. 245 ). In the context of community organizations, "it is not face-to-face encounters but awareness of strong and visible voluntary organizations in society that generate a belief in the utility and rationality of collective action" (Wollebaek and Stromsnes 2007, p. 249) . Social capital allows us to understand the different roles undertaken by leaders and gatekeepers (who may not necessarily be the same person) in the community development process: whereas bonding social capital provides a kind of social 'glue', important for sources of support in 'getting by', bridging social capital provides a kind of social 'lubricant', important for sources of leverage in 'getting ahead' for both individuals and communities (Evans and Syrett 2007) . Successful teams, therefore, are built through employing 'bonding' social capital, while gatekeeping employs 'bridging' social capital to make connections between the organization and key informants and supporters outside. In order to access resources within a network, Lin (1999) argues that social capital is important to 'mobilise information channels' and gain public trust.
In such a way it is considered that the 'weak ties' that the likes of gatekeepers are able to draw upon can be a potent force for community organization and development (Granovetter, 1973) .
There are clear links and overlaps between social capital and the second contingencyleadership -by which we mean the driving force behind community development activity, which may lie in a specific person or group of people. The term 'leadership' could be also used to encompass the important role of 'gatekeepers': those individuals who are able to link individuals inside the organization to key people outside (Malecki 1993) . Understanding how the person or groups of people leading community development efforts is important because this greatly influences the approaches taken, the strategic process, and the resulting outcomes (Matarrita-Cascante and Brennan 2012).
Employing social capital and effective leadership together is crucial in successfully encouraging local people to come together to share knowledge, solve common problems and exchange insights and frustrations (Lesser and Prusak 2000; Wenger et al. 2002) . This is of particular importance to understanding the nuances of the Japanese context as we shall attempt to explain.
Background and specificity of Japanese community development: the external contingencies
The Japanese word borantia, from the English word volunteer, was virtually unknown until the 1980s, and refers to an individual who, on his or her own initiative, helps others in a spirit of goodwill (Nakano 2000) . It has become much more commonplace in recent years as voluntary community development has proliferated all over Japan, encouraged by a series of policy initiatives. Even if there are different views on the relationship between the State and NPOs "there is no doubt that the non-profit sector occupies a more prominent place in Japan today" (Taniguchi and Marshall 2012, p. 152) .
It is considered that the abolition of the Seikatsu Kairyo Fukyuin (Livelihood Extension
Workers) system has been a major factor in the recent growth of voluntary community development (Sato, 2012a) . During the Allied occupation following the Second World War, a programme of 'Democratization of Rural Villages' was conducted, one component of which was a 'Rural Livelihood Improvement Programme,' aimed at improving the lifestyle of the residents of rural villages. Qualified teachers and nutritionists were recruited and given training in participatory social development methods and technical training appropriate to rural villages. They were then posted to prefectural Agricultural Extension Centres, with the goal for such 'Livelihood Extension Workers' to create independently thinking farmers through promoting problem analysis and problem-solving through community participation methods. They concentrated on facilitation, rather than instruction, and provided multi-sector development assistance (JICA 2005) . However, since the programme was formally abolished in 2004, the number of people who have stepped in on a voluntary basis to play an active part in attempting to fulfil the role undertaken previously by the former Livelihood Extension Workers has been steadily increasing (Sato, 2012a) .
Institutional developments have also helped to encourage the spread of community development activity. Just as in many other parts of the world, the role of entrepreneurship in regional and local development has been increasingly emphasised (Malecki 1993) , including social entrepreneurship (Drayton 2002; Leadbeater 1997; Nicholls 2008) , and voluntary organizations have been encouraged to adopt 'businesslike' practices and tendencies (Dees 1998; Eikenberry and Kluver 2004) through legislation allowing new institutional forms. In Japan, the concept of 'community business' or 'community enterprise' (Haugh 2007; Tracey et al. 2005) became popular among non-profit practitioners and policy makers, particularly in the field of local community regeneration from the late 1990s onwards, largely influenced by the UK (more specifically the Scottish) model (Kay, 2003; Roy et al., 2014; Tsukamoto and Nishimura, 2009) . Following the role of volunteerism in the disaster-relief activities after the 1995 earthquake in Kobe, the Law to Promote Specified Non-profit Activities (the 'NPO Law') came into effect in December 1998 (Sakurai and Hashimoto 2009; Taniguchi and Marshall 2012) , designed to promote non-profit activities through providing community development organizations with an opportunity to seek corporate status, enabling activities to be undertaken on a limited Interest in social enterprise as a sustainable mechanism for social and economic (re)development has increased following a more recent disaster: the Great East Japan Earthquake and tsunami of 2011 which so devastated the Tohoku region. A large scale government support programme was enacted with a view to using social enterprise as a catalyst for redevelopment of the affected communities and, at the same time, to create a solidarity network and ethos of self-reliance. Several data and case studies collected by the public sector were published, such as the 'Social Business Casebook' (METI 2012). In May 2013, a fund for supporting non-profit organizations was created by the Japanese Cabinet Office, with another currently in planning by the Disaster Reconstruction Agency (Nishide et al. 2014 ) with a view to creating a network of social businesses firmly rooted with the affected communities, which would act to enhance and support the disaster relief efforts and become self-sustaining through economic activity in the market. Like many other countries, Japanese society has been diagnosed as having a weakening of social bonds and an increase in social inequality and precarity in recent years (Hommerich, 2014) . The art of finding the right balance between social and commercial considerations (Teasdale 2012) to sustain activities in order to mitigate against such aspects without significant ongoing government support has proven to be a significant challenge.
Methods
The three case studies presented here were selected for study after an initial survey of community initiatives around rural Japan to identify the common organizational forms.
A purposive sample was drawn of potential sites that were believed to have community development-oriented activities that had persisted over time in different sectors, and employing different organizational forms and strategies. Three rural community organizations were chosen based upon their considered heterogeneity, with a view to informing the process of theory building (Eisenhardt 1989 ): a form of purposeful (Emmel 2013 ) maximum variation sampling (Mason 1996) of instrumental case studies (Stake 1995) . It is important to underline that all the cases represent grassroots organisations, with a small dimensions deeply rooted in the community. Therefore it is not possible to differentiate the selection on the base of organisation dimensions.
However, the different local community, both in terms of attitude and history, where the organisations are implemented affects the community development, creating different results. Data collection involved a combination of efforts: interviews with key informants, including officials at local and municipal government levels; interviews with knowledgeable informants from the selected communities (particularly the 'drivers' of the activities); site visits on a number of occasions, during which in-depth interviews were conducted with key actors; and participant observation (Howell 1973 ) which involved establishing rapport with the people, immersion in the field, recording data and observations, and consolidation of the information gathered. Financial details such as the size and the turnover of organisations were not requested for ethical issues and confidentiality reasons. However, as underlined before, the organisation dimensions were similar among the three cases. The dimension, then, does not really affect, in this case, the path of community development, therefore this data could be also not fundamental for understanding the internal and external contingencies.
The three organizations examined are located in various rural locations around Japan, as shown in Figure 1 , and their key characteristics described in Table 1 . 
Case Study 1: Higashi Naruko Yume Kaigi
Higashi Naruko Onsen is one of the hot springs that constitute the Naruko hot spring valley and has been a noted destination for those seeking a place of retreat and relaxation as far back as the Kamakura period (12 th -14 th Century), but it was when the local railway opened in the Taisho Ohnuma, the president of the organization, and the local community planning department. Causes related to the disagreement could be identified in the scepticism of the local community to involve higher number of tourists not only from rural area but also from major Japanese cities such as Tokyo. Mr Ohnuma was able, not least through the force of his personality and the experience of his previous leadership as the youngest representative of the community, to ensure a considerable amount of policy attention and lever resources from the local authority. He exhibited a 'centralized' form of leadership in order to answer to the difficult external environment. He was the centre of gravity for much of the activity and the situated learning (Lave and Wenger 1991) and was central to the development, for instance, of the bread bakery which utilises locally grown crops, a fish shop which also sells unique T-shirts, and the hot spring inn which has diversified into providing a particular hot spring cure called Tanbo Toji (rice farm experience in hot spa). Although there were various other member associations to be found around the community, relating to the interests of the inn and aimed at developing new and traditional hot spring cures, democratic decision making and meaningful engagement by the community in the development of activities was not apparent. In fact although the Board of Directors was constituted by representatives of different associations, Mr Ohnuma played a lone role in making and maintaining the internal and external connections and, it is fair to say, nothing much happened without the leader's approval. The presence of a difficult environment, created most probably by the difficult period experienced by the organisation and the closure towards innovation, aligned with the strong personality of the leader seemed to create a culture of dependency upon the leadership of one person, and a number of 'enthusiasm gaps' were apparent such as, for example, certain parts of the community being much more favourable to the whole concept of community development than others. Mr Ohnuma utilized both bridging social capital and bonding social capital in the Naruko area (Sato, 2011) . Utilizing bonding social capital, he instigated a cooperation project with Naruko no Kome (a local rice project of Naruko) with nearby Onikobe Shizen Gakko (Onikobe Natural School) and so on. But he has also utilised bridging social capital to develop the practice of the soybean hot spring cure in co-operation with Tokyo based NPO, and the various spa treatments. Mr Ohnuma also acted as an information exchange conduit with the tourism association outside the area, and developed linkages with the travel agents in urban areas: people from cities were encouraged to come to the spa to combine a traditional experience of soybean cultivation in nearby abandoned farmland with various hot spring treatments. Finally the leader and the organisation demonstrated a very profit-oriented culture, developing relations with different stakeholders based on reciprocity of interests, such as the mutual agreement with a railway company for re-building the train station.
The external context is not particularly favourably aligned; focused leadership means the bridging and bonding roles are focused on one person, inspiring a 'top-down' approach to community development.
Case Study 2: Shima no Kaisha
Shima no Kaisha (Company of the Island) is a private business established for the purpose of generating profits to local residents and supporting local economic development activities (Sato 2012a ) in a form that Haugh (and others) would recognise as a typical community-led social venture aiming to "revitalize communities via meeting local needs, developing the capacity of a community to be independent, and generating social capital between individuals and communities" (Haugh 2007, p. 161 Even although the relation with the local political context did not seem wholly positive, with relationships better formed at the regional level, the presence of a favourable local context has supported and nurtured a shared leadership, oriented towards collective interaction. This form of leadership has then guaranteed a directed community development, supported by a workers collective enthusiasm.
Case Study 3: Tono Yama Sato Kurashi Network
Tono Yama Sato Kurashi (Tono Mountain Village Life) Network could be described as a 'hybrid' of the two previous organizational forms (Sato, 2012b) . The affiliated organizations of the network are partnerships between NPOs and private companies.
The organization acts as the umbrella body for a cluster of community development organizations in and around Tono, a small city of almost 30,000 inhabitants near the centre of Iwate Prefecture. The city is known for its rural nature and the preservation of 
Analysis
From an abductive analysis of the various data it has been possible to analyse how social capital and leadership affects the type of community development and how the external variables could affect, in turn, the leadership style, the pattern of social capital and the path for community development in each case. The term 'abduction' was coined by American philosopher Charles Sanders Peirce in his work on the logic of science (Peirce 1932) and was characterised by Peirce as being the basis of scientific inquiry; in addition to induction and deduction, one of the three fundamental modes of logical reasoning. In essence, abduction involves "moving backward and forward among empirical data, research literature and emergent theory" (Dey and Teasdale 2013, p. 255) in order to expand understanding of both theory and empirical phenomena, and to generate explanations for findings.
The form of community development observed follows a typology devised by Matarrita-Cascante and Brennan (2012) as described in Figure 2 . Without the centrality of the role of the leader in the process it would not have been possible, it could be argued, to exploit the cooperation opportunities as described, and it would likely not have been possible to leverage local funding in the same way, or to the same extent. The necessity of having a leader in a central role is symptomatic of the difficult environment in which the organisation operates. A controversial, often difficult, relationship with the local council has affected the path of community development followed.
Although Matarrita-Cascante and Brennan (2012) explain that imposed community development is often characterised as the private sector or government as being the principal stakeholder, in this case the leader was able to exercise power in a form of 'benign autocracy'. This form of community development, mainly guided by the expertise and judgement of the individual, neither required nor sought the community's input and involvement. By exercising his skills and ability to be both gatekeeper and network developer, this has meant that learning (about working together, 'co-production' (Brandsen and Pestoff, 2006) or technical know-how) was not diffused to the large majority of local residents.
The second case study -Kamijima -is symptomatic of a 'directed' form of community development, to draw again upon Matarrita-Cascante and Brennan's (2012) typology.
Leadership is decentralised to a certain extent, and the social capital development is based upon the networks of more than one person. Leadership is shared between two key people who each bring their respective ideas, contacts and strengths together for the benefit of the community. There is a higher degree of democratic effort involved than in Case Study 1, both in engaging with the local residents and also with the outside world; directing, but not imposing, the involvement of the organization and capitalising upon the positive relationships that one of the leaders had at the regional level. The two gatekeepers and the leader are both important and through their synergistic decision processes, work to sustain the community development activities. In this form of community development, it was apparent that residents had a reasonable (moderate) level of input and 'voice' (Hirschman, 1970; Hirst, 1993) .
Finally, in the Tono case, where the leadership is spread among different communities, the role of instigator has been fundamental in order to promote the process of capacity-building through the interaction of residents and a range of stakeholders. The positive relation with the external environment at local level permit the development of a shared leadership, involving different voices and different ideas in pursuing the growing of the community. This 'self-help' form of community development is characterised as associating with each other while "building meaningful relationships critical for the community's subsistence" (Matarrita-Cascante and Brennan, 2012a, p. 299) . In this case the ability of the instigator to provide the necessary skills to the different leaders to support the self-help process ensures that learning is diffused significantly throughout the Network.
Discussion and Conclusions
Through the analysis of the three cases presented here, this paper has offered an overview of the connection between leadership and social capital development and how contingencies -whether internal and external -can influence or explain the type of community development -whether directly, or through the impact on type of leadership apparent in each case. While it is clear that nations or groups of nations with similar characteristics imprint strong impressions upon organizational cultures (Alvesson 2013) , these cultures can shape, and in turn be shaped by, local contingencies.
One could argue (if one were interested in generalizability) that a weakness of this study is a lack of what could be termed 'empirical typicality' (Seale, 1999) : Japanese society is extremely homogeneous and social hierarchy, it is suggested, is more strictly observed than in the US or Europe (Upham, 1987) , with respect and deference shown to older and more senior people, which may account, in some ways, for what is observed in Case Study 1, and the needs of the individual are often seen as subservient to the needs of the collective (perhaps accounting for what is observed in Case Study 3 and, to a lesser extent, Case Study 2). However, the context as external contingencies in each case is provided in order to help the reader to exercise judgement as to whether that the same processes could plausibly apply in other, perhaps more familiar, settings.
Finally, it is somewhat tautological to state that the nature of institutional isomorphism is dependent upon the distinct nature of the capitalist economy and state administration in question, and, of course, the cultural (and other) forces that both shape, and are shaped in turn by, institutions. Local contingencies, it is considered, may therefore represent a further constraint to pervasive institutional isomorphism in the community sector. We therefore suggest that the neo-contingency approach to community development may be valuable in furthering our knowledge and understanding of the role and nature of social ventures within community settings through an analysis at micro level. However, we also consider that the approach requires further theoretical and conceptual development: examination of a wider, more varied, range of contingencies through more -perhaps longitudinal -empirical research, in different communities and different cultural settings is undoubtedly required.
